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INTRODUCTION


In this second part of a three-part journalism unit, students become newspaper owners
and try to run their own successful businesses on a simulation game. The game is a
system dynamics management flight simulator, a realistic model of a newspaper business
which students run by making their own policy decisions on quality, hiring, firing, and
pricing. Playing with the model, students begin to understand the consequences of their
actions, the complexity of the journalism system, and the basic feedback loops that drive
their businesses.


BACKGROUND


Why Use a Model in a Journalism Unit?


In this lesson, students play with a system dynamics model to understand how a
newspaper business runs. The game is a very engaging activity for students. They love
playing at the computers, and they all want their newspaper businesses to be successful
and earn the most money. Playing with the model is much more than just a video game
whose object is to make money, however. It is a vehicle for deeper lessons in both
journalism and system dynamics.


In journalism, the students have just produced their own newspapers in class. They have
discussed the vital importance of a free press in a democracy, and through their own
newspapers, they have provided the news to a specific audience. These middle school
students may not actually publish their own newspapers, but considering how to deliver
the news to readers makes the project more authentic. Journalism can only achieve its
goal if people buy the paper and read it. Newspaper business decisions determine whether
that paper succeeds in disseminating its message. Also, the quality of a paper determines
how well it sells. Studying journalism is broader than just pasting up a paper.


In system dynamics, playing with the model teaches students about feedback. As students
make decisions about quality, pricing, staff, and investment, they experience the
consequences of those decisions. Often the obvious solutions make matters worse.
Decision-making is not so straightforward as it seems because all of the parts of the
system are interdependent and one change can affect everything else. As they play the
game, students uncover the feedback processes at work and learn to manage them. These
basic system dynamics lessons apply across other fields as well.


The Model: What Is a Management Flight Simulator?


The newspaper model is an example of a system dynamics “management flight
simulator” (also called a “learning environment.”)  Just as a flight simulator can give
pilots life-like practice flying an airplane, a system dynamics flight simulator can give
operators practice implementing policies on computer simulations of real-life systems.


A relatively large system dynamics model underlies a flight simulator. The model has to
be large and complex enough to produce realistic results, but players can learn from the
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model without being overwhelmed by its complexity. Operators use the model as they
enter their decisions, but they do not necessarily study the detailed model structure itself.
Instead, operators learn about feedback by playing with the model and experiencing how
their decisions influence the behavior of a system. Players discuss feedback loops and the
model during debriefing after the game.


Playing with the flight simulator of the newspaper business, students get to run their
businesses and make decisions about where to put their resources. The model gives them
feedback on which to base subsequent decisions. For example, if they print too many ads,
they get more ad revenue at first, but newspaper sales go down because quality drops
when there is less news for readers. As circulation drops, ad sales also decline, and so on.
As teams of students run their businesses on the model, they learn how to create a
newspaper that would actually succeed in the real world.


The newspaper model was built using STELLA 5.0, Authoring Version, by High
Performance Systems, 45 Lyme Road, Suite 300, Hanover, NH 03755. It will also run on
the STELLA Run-Time Demo 5.1.1 version, which you can download for free from High
Performance Systems at http://www.hps-inc.com.


Building the Newspaper Model


The newspaper flight simulator model was built with the very generous help of Gary
Hirsch. Gary is a professional system dynamicist from Wayland, Massachusetts who uses
modeling in his management consulting in health care, business and education. Gary sat
down with Dan Barcan and Leah Zuckerman, teachers at the Murdoch Middle School,
Public Charter School of Chelmsford, Masachusetts, and they developed the model
together.


They began by brainstorming the most important elements of the newspaper business
while Gary captured these ideas in a causal loop diagram on the blackboard. The diagram
quickly became very large and complex. However, from it they were able to isolate the
basic feedback loops that became the core of the model: Readers buy a newspaper for the
quality and variety of its content. But newspapers must also rely on advertising revenues
to remain in business. If there are too many ads, the quality of the paper declines and
circulation drops, causing a decline in advertising sales as well.


Gary worked with Dan and Leah over several sessions to build and refine a model of the
newspaper system. Then, Gary fine-tuned and tested the model and gave it a user-friendly
graphic interface. In the end, Dan and Leah had an elegant model to use with their
students, but in the process they also learned a great deal about system dynamics from an
expert. Dan, Leah, and Gary are eager to share this experience with other teachers and
their students.
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System Dynamics in the Curriculum


These are some of the broader lessons Dan and Leah learned about system dynamics
while working with Gary on this unit:


• The process of model building forces a very sharp focus on the question, “What do
we want students to learn from this work?”   In a project-based unit, building a model
focuses attention on the core of the academic content. If the students forget
everything else about journalism, what one thing would you want them to remember?
Would it be the margins, or the layout?  Probably not. The important thing is the
content or message of the paper, what makes people buy the newspaper and read it.


• System dynamics is more than just building computer models. It is a discipline of
thinking. It forces you to ask big questions. Uncovering causal loops can yield
important lessons.


• Students need to think about the causal loop structure of a system before they try to
construct a computer model of it. In teaching modeling to students, help them to
identify the feedback loops in a system using discussions, causal loop diagrams and
behavior-over-time graphs, before introducing them to the computers.


• There is no need to drop anything from a curriculum in order to “fit in” system
dynamics. Instead, you can use system dynamics as a tool to improve what you are
already teaching. Gary helped Dan and Leah sharpen the focus and deepen the
learning in their journalism unit by integrating the model into it.


• To teach system dynamics well, teachers must take steps to understand it themselves.
It may be difficult at first, but model building is the only way to learn to build
models. It takes practice, starting with simple models. Watching a skilled model
builder at work provided Dan and Leah with the motivation to keep at it on their own.


• Never pass up the opportunity to work with an expert. Dan, Leah, and their students
learned a great deal from Gary and they thank him for his help. Meanwhile, Gary
enjoyed the chance to help K-12 students learn system dynamics.


PLAY THE GAME


Playing with the newspaper model is a learner-centered activity. Students experiment
with it and figure out how to run their businesses by learning from their own mistakes.
The user-friendly graphic interface makes navigation easy.


Rules of the game are presented in the following student assignment sheets and teacher
notes. Introduce the game by telling students that they will be running their own
newspaper businesses. Briefly go over the written instructions with them. Group the
students in teams at computers onto which the model has been loaded. Then, stand back
and let the students play!


Time requirements:  Students should play the game at least three times. The first round
takes 15 minutes to play after the rules have been explained. Later rounds take 30 to 40
minutes each to play. Allow at least one whole class period for debriefing.
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Journalism Mini-Project IV                                     Name:


THE BUSINESS END:  RUN YOUR OWN NEWSPAPER


Congratulations! You now own the newspaper. Your challenge is to run a successful
business so that the newspaper you have worked so hard to develop can be bought and
read by many people. The computer model represents your newspaper business. You will
make all the big decisions to run it. Good luck!


Directions:
1. Open the model. You will see an Overview screen with a “map” of the newspaper


system. This is your home base to which you can always return by clicking the
“Overview” button on other screens.


The pink boxes on the overview screen represent “sectors” of the model and the
connecting arrows show broad causal relationships between them. For example, the
staff affects the news content and quality. If you want to take a closer look at the
details of that relationship, you can click on the triangle on the sector to view the
model itself. The model is complex, but the sectors make it easier to understand. You
do not need to worry about the model itself yet. You will learn how it works by using
it. (Return to the Overview level by clicking on the “up” arrow in the upper left
corner of the screen.)


2. On the Overview screen, find the four blue “Go To” boxes. These are where you will
play the game. The Introduction explains the challenges that you face as an owner
and gives some advice on strategies. (The Testing box is for later. Ignore it for now.)


3. Click on the blue Decisions box. This is your control panel.


The pink rectangles are called sliders. By moving the buttons on these rectangles
with your mouse, you will make changes in:


• Workers hired per week
• Workers fired per week
• Subscription price
• Percent of total workers who are reporters
• Percent of total workers who are editors
• Percent of total workers who are advertising salespeople  (These three


percents must total 100.)


       The blue rectangles are called counters. They will give you a reading of :
• Number of staff members
• Bank balance
• Number of Subscribers
• Ad column inches
• Weeks. (The model runs for 104 weeks, or two years.)
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4. After you have entered your decisions, click the blue Run box. The model will run
for 13 weeks and stop to let you make decisions again. This means that when you
make a business decision, such as hiring or firing, it happens 13 times, or once a week
for 13 weeks. For example, if you enter a hiring rate of 1 on the slider, you will have
hired 1 worker per week for thirteen weeks, or 13 workers, before you can make
another decision about hiring. (You can hire workers at any fractional rate too. For
example, a hiring rate of .5 would mean that an average of .5 workers are hired every
week, or one person every two weeks for a total of 6.5 new workers in 13 weeks.)


5. To view the results of your decisions, click the blue Results box. On the Results
screen, you will see behavior over time graphs showing the success of your business.
The top (Overview) graph shows how your business is doing by reporting:
• How many subscribers you have. (Subscribers)
• How much money your business is earning. (Bank Balance)
• How many column inches of ads you are printing. (Ad Column Inches)
• How many column inches of stories/pictures you have. (Content Column Inches.)
• Note: If you click on the white triangle at the bottom left of the graph you can


view other graphs which will also show you more about your Costs, Staff,
Quality, Subscribers, Advertising, Revenues, and Profits. At first, focus on just
the top overview graph.


6. You can also run the model from the Results screen. With the graph open, click the
Run command on the menu bar at the top of the screen or click the runner icon in
the bottom left corner and then click the “forward” arrow. When you run the model,
you will see lines start moving across the graph as the model makes calculations
based on your decisions. The model stops every 13 weeks to let you decide what to
do next.


• To make any changes, go back to the Decisions screen and use the sliders.
• Then, return to the Results screen to watch the model run.
• To reset the graph and all the sliders at the end of the run, pull down “Map” or


“Model” and choose “Restore>All Devices.”


7. On the graph, look at the numbers along the x-axis (horizontal). They run from 0 to
104. These represent weeks. When you run the model, it will stop every 13 weeks to
let you assess the situation and make your next business decisions.


8. Now look at the y-axis (vertical). These numbers go as low as –500,000 and as high
as 1,500,000 and they are numbered 1 through 4. That’s because there are 4 different
scales on the vertical axis. Look across the top of the graph and find the variables
numbered 1-4. To read the graph, you have to match each scale with the variable of
the same number. For example, variable #1 is “Subscribers” and scale #1 goes from 0
to 20,000.


• Pay very close attention to the scales on your graphs. They keep changing.
• A line that is above another on the graph is not necessarily a bigger value


because the scales are different for each variable.
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Graph 11: p1 (Overview)


Important:  Because the scales for each line are different, a line that is above
another line on the graph may not actually represent a higher value.


Reading the graph carefully will be crucial to your success in the newspaper
business. You will need to understand the information it tells you in order to
make smart decisions and earn more money.


Practice reading the graph above.


9. As you play the game, you can get more information about how your business is
doing by clicking on the blue buttons scattered around the overview diagram. These
buttons let you see how the variables in each sector of the model are behaving, clues
about how the structure of the system causes the behavior you are seeing.


10. Now you are ready to play. This is what you have to start:
• Three workers:  1 editor, 1 reporter, 1 advertising salesperson
• $500,000 in the bank
• Subscription price = $26.00 per year


11. The object is to run the most successful newspaper business. Record your progress
on the worksheets. Good luck!
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Name:
RECORD YOUR RESULTS


Directions:  Record the data from each of the eight rounds. You will record three entire games and write
up explanations of what happened and why for each one. This will help you plan what decisions to make  in
the next game. Also record the lines on your graph each round. Use a different color for each line. Change
the scales to match your graph.


GAME #__________
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                            Name:


EXPLAIN YOUR STRATEGIES
Game # ________


Directions:  Look at your graph and table and answer the following questions. This will
help you decide what to do in the next game.


1. Where did something go wrong in your business?  Look at each turn and write down
why you think this occurred.


2. Choose two decisions that you made that had a big impact on your business. What
were they and how did they help or harm your business?


3. Was your newspaper ultimately successful?  Explain why or why not.


4. What will you do differently in the next game?







Newspaper: Part 2 11


TEACHER NOTES ON THE NEWSPAPER GAME


Try it yourself first. When you play with the model, do not feel that you have to “solve” it
yourself before you can give it to students. For one thing, running a successful newspaper
business is not so easy as it would first appear. Obvious solutions may make matters
worse, and dealing with the feedback can be frustrating. Fortunately, kids carry no
inhibitions about getting it right the first time, and they are very facile with computer
games. Give the kids the rules, set them up, and help them navigate through STELLA.
Then, get out of their way!  A flight simulator is meant to be a learner-centered activity.
Just let the kids do it, and learn along with them.


The model underlying the game is large and complex because it needs to respond
realistically when you make business decisions on it. However, you do not need to be
concerned about the details of the model’s construction in order to play the game. With a
management flight simulator, you learn about how the system behaves by using the
model. You can learn more about the model itself later, but for now, just have fun with it.


Explain the graphs. Students must understand how to read the output graphs in order to
play and succeed. Reading the vertical scales can be difficult for students at first,
especially since the scales keep changing. Help students match the variables across the
top of the graph with their corresponding scales down the side. Use examples from the
worksheet graph to show how a line that is above another line on the graph does not
necessarily represent a larger value if the scales are different. Remind students to follow
the numerical counters on the control panel also.


Explain the terms. Briefly discuss the variables.
• Your bank balance shows how much money your business has. You earn


money from subscriptions and ad sales. You spend money on salaries,
production costs, and dividends (the money you keep for yourself).


• Your subscribers are the people who buy and read your paper. The model
assumes that if you have a quality paper at a good price, more people will buy
it. (Subscribers can also leave if the quality is bad or the price is too high.)


• Advertising salespeople sell ads, which bring in money. Each salesperson
sells a certain number of ad column inches. You pay them salaries.


• Reporters write the stories (the content of your paper). Each reporter writes a
certain number of content column inches. The content determines the quality
of your paper. Each reporter earns a salary.


• Editors manage the paper and improve the quality. They also earn salaries.
• You can hire and fire workers; this will affect your quality and your costs.


Remember that each decision happens each week for 13 weeks. If you hire 2
workers on the slider, you will have hired 26 workers after 13 weeks. (You
can hire fractional workers; .5, for example, would mean an average of .5
workers per week for a total of 6.5 new workers after 13 weeks.)


Point Out the “Introduction.”  The model includes a written introduction by Gary Hirsch
that further explains how the newspaper model works and gives strategy hints for the
game. (See Appendix.)  Students may not want to take the time to read this at first, but
they will find it very helpful after they have played a round or two without success.
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Let students experiment with the sliders. Students can change several different variables
with the sliders. They can change them all at once, if they want to, but they quickly figure
out that they must change only one variable at a time if they want to understand and
control what is happening. Let students make this important discovery on their own.


What is a “Successful” Newspaper Business?  Since the rules of the game do not define
“success,” take the opportunity to explore this question with students. How do you
measure success?  Is it money?  Is it readership?  Is it the number of employees?  Is it
quality?  These questions may surface repeatedly throughout the game and the debriefing
as these variables change in relationship to each other. It is a very valuable discussion
that gets to the core of journalism.


Play the game. Students should play the game three times, preferably in teams. Each
game has eight rounds of thirteen weeks each. The simulation pauses automatically every
thirteen weeks allowing players to assess progress and implement their next decisions.


Ask students to record their decisions and outcomes on the worksheets provided. It is
important for students to record their data and think about what is happening so that this
does not become just another video game to beat. Recording the results helps students
uncover the feedback processes at work when they see that their decisions cause certain
things to happen.


Time requirements. It takes about fifteen minutes to play the first game. The second and
third games take thirty to forty-five minutes each as students abandon their quick (and
unsuccessful) video game approach and try to understand what is happening in their
businesses.


Look at the model. Students can play the game from the control panel without ever seeing
the system dynamics model behind it. They learn about feedback by experiencing the
consequences of their decisions. At some point, however, students should take a look at
the model itself so that the game is not just a “black box” to them. Students familiar with
system dynamics models may want to look at the model during the game to figure it out.
Others should see it at the end of the debriefing. (Later exercises will give students the
opportunity to experiment with the model to gain a deeper understanding of it.)


Unlock the model. The model itself has been locked to prevent students from making
changes to it. When the model is locked, players can manipulate all of the sliders, read all
output graphs, and see the model itself. However, they cannot change the model or view
the equations, graphic functions, or graph dialog boxes. You are welcome to unlock the
model by pulling down the File Menu and clicking on Security. Type the password:
newspaper, and check Full Access. You can restore the restricted access in the same
way. Keep a clean copy of the model before you let kids loose on it, though!


What is the secret of a successful newspaper? You need to first slowly build a subscriber
base with a good quality newspaper before you can begin to make money selling
advertising. This makes sense in the real world. You can do this on the model if you hire
approximately 60% reporters, 10% editors, and 30% salespeople at a rate of about 1 new
employee/week. Let players figure this secret out for themselves, however.
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GAME DEBRIEFING


What happened?


After students have played the game three times, give them a chance to generate stories
about what happened in their businesses.


• Can you earn more money just by raising the subscription price?
• Can you earn more money by hiring lots of ad salespeople instead of reporters?
• What else did you try and what happened?
• Who built the biggest bank balance and how?
• Who attracted the most subscribers and how?
• If you change just one thing, why do so many other things start changing too?
• Do you think this happens in real newspaper businesses?


Lead students into the next activity. How could their decisions cause their results?  Why
was it so difficult to prosper?  How can we better understand what happened?


Uncovering Loops


After a brief general discussion of what happened, help students think about why. This is
a chance to help students articulate what they have learned about feedback. The goal is to
uncover a glimpse of the causal loop structure of the system without studying the model
itself.


• Ask students to identify the basic elements of the newspaper system. You can
get to this by asking them how they measured success in their newspaper
businesses. What are the essential things they must monitor and influence if
they want to run a successful business? Students will probably list subscribers,
bank balance, content quality, advertising, and workers, among others.
Teachers often find in an exercise like this that students can quite easily spot
the most important elements of a system after playing with a model. In fact,
they usually identify the stocks without even looking at the model or knowing
what stocks are. Help the class narrow the list down to their short list of
essential measurable quantities.


• Write these variables on the blackboard. Under each variable, ask students to
list factors that they think cause each one to change. Examples:


• Subscribers: subscription price, quality, etc.
• Quality: variety of stories, number of reporters and editors you can


hire, amount of advertising, etc.
• Bank balance:  number of subscriptions, amount of advertising,


salaries, costs, etc.


This is meant to start out as a linear exercise. Traditionally we would look at a
problem this way—make lists of isolated factors and decide what to do about
each one of them. This approach will not last long with students who have
experienced the feedback in the model, however. They may resist discreet lists
because they have gained a sense that the elements are all interconnected.
Steer the students to a more systemic approach. They know, for example, that
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circulation depends on the quality of the paper, which in turn depends on the
amount of content and advertising. Advertising may bring in revenue, but it
also reduces quality. More reporters and editors may boost the quality, but
they also cost money to hire. And so on. As the straight list-making breaks
down, draw arrows between the variables on the lists to show these
connections.


• Let the students get carried away with drawing links between variables. Let
them add more variables to the lists and draw arrows showing all their
connections. The diagram may look like a tangled mess, but it very clearly
illustrates how the parts of a system are interdependent. If you can trace any
arrows that circle back onto themselves, you have found a feedback loop.
Students may even be able to generate simple causal loop diagrams on their
own. They can see that that the system is complex, but they also understand
the connections because they have drawn them themselves. They are
beginning to understand why the newspaper system behaves the way it does.


Feedback Loops in the Newspaper Business


Loop 1:  The more reporters you hire, the better the quality of your paper. Better
quality brings more subscribers, increasing your revenue and your bank balance.
With more money in the bank, you can hire even more reporters, and so on. This
positive loop drives the growth of the newspaper.


A positive loop can cause spiraling growth, but it can also spiral downward. For
example, poorer quality leads to fewer subscribers, less revenue, less money for
hiring reporters, and even poorer quality. (In reading this, notice that less revenue
does not make the bank balance decrease; it is still increasing but at a slower rate.)


Reporters


Quality


Subscribers
Revenue


Bank Balance


Hiring
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Loop 2:  If you hire more advertising salespeople, they sell more advertising,
which earns more money. With more money in the bank, you can hire more
workers. This is another positive growth loop. (Both of these positive loops can
also spiral downward if they get started in a downward direction. Try reading the
loop if you start by hiring fewer reporters or ad sales reps.)


Loop 3:  The more people you hire, the higher your salary costs. Higher costs
lower your bank balance so that you cannot afford to hire as many new workers.
This is a balancing loop which limits the growth in the previous loops. Workers
may bring in revenues with more subscribers and ads, but it also costs money to
pay their salaries.


Loop 4:  The more Ad Column Inches you have the higher your Revenue,
allowing you to hire more salesmen and increase your Ad Column Inches even
more. This is a simplification of Loop 2, above. However, meanwhile, the more
ads you run, the lower the quality of your paper. If your paper has too many ads,
subscribers will leave, reducing your revenue. This is another limiting loop.


Reporters


Quality


Subscribers
Revenue


Bank Balance


Hiring Advertising Sales Reps


Ad Column Inches


Hiring


Salary CostsBank Balance


Ad column Inches


QualitySubscribers


Revenue
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Loop 5:  The more subscribers you have, the more revenue you earn, building
your bank balance and allowing you to hire more reporters and attract even more
subscribers. This is a simplification of Loop 1, above. However, meanwhile, the
more subscribers you have, the higher your production costs, reducing your bank
balance. You may earn more money with more subscriptions, but you also have to
spend more on paper, labor, postage, etc. This is another limiting loop. Increasing
the number of ads in a newspaper has a similar effect.


These five sample loops tell the basic story of feedback in the newspaper business, but
students may uncover many other feedback loops imbedded in the model. Also, although
the sample loops have been drawn as separate loops for explanation, they are all
interconnected in the model. Students may choose to draw separate loops or they may
make the connections all on their original diagram. It may look like a tangled mess, but
by now some sense is beginning to emerge from it. Students are beginning to see how
feedback loops govern the behavior of the newspaper system. They can also begin to
appreciate the difficulty of making good decisions in a complex system because all of
these loops are operating at once!


Play Once More for Good Measure


If there is time, let the students play the game one more time armed with increased
understanding. Students should set strategies before they start. Somehow, they need to
support the growth loops while taking all the limiting factors into account at the same
time. (If they want more detailed information as they play, they can consult the graphs
under the Overview Graph on the Results Screen to see how other variables are also
changing.)


SubscribersBank Balance


Production Costs
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BACK TO THE JOURNALISM


Ask students whether they would change the newspapers they created in the first part of
the unit now that they have run their own newspapers using the model. Would they
change the content or the advertising?  Why is it important to write the news in a clear
voice for a particular audience as emphasized in the earlier writing exercises?  What if
nobody buys your newspaper, or if readers want the paper but you cannot keep the
business afloat?  What is the central purpose of journalism?  How does this work in a free
market democracy?  How do you spread the word?  What is the meaning of success; is it
more than just money?  Often a system dynamics model raises more questions than it
answers, but these are all good questions that only deepen the students’ understanding of
journalism.


A CLOSER LOOK AT THE MODEL


For those who would like to know more about the model and the broader system
dynamics lessons imbedded in it, a third paper, “Create and Run Your Own Newspaper,
A Journalism Unit with a Simulation Game, Part 3: Examine the Model” continues from
here. The paper explains the model itself in simple terms and lets students “torture test”
their strategy. Students take their most successful strategy and see how sensitive it is to
changes. Once you have a successful business, what are the important variables which
you must track and manage if you want to stay successful? As students test their
strategies, they learn more about the model and feedback.


The activities in “Examine the Model” are more advanced than those in this paper. They
would be appropriate for a small group of middle schoolers who are interested in going
further, or for more advanced older students. They are also aimed at teachers who could
either do the activities themselves or just read through them to gain a deeper
understanding of a system dynamics model and how it can be used to understand systems
around us. The paper is available through the Creative Learning Exchange at
http://www.clexchange.org or through the MIT System Dynamics in Education website,
http://sysdyn.mit.edu/cle.


YOUR FEEDBACK


We welcome your feedback about this journalism unit and the management flight
simulator game. We would especially like to hear about successes and pitfalls if you try
these ideas with students. Please send comments and suggestions for improvements to us
through the Creative Learning Exchange at LyneisD@clexchange.org. Thank you.
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APPENDIX


Text of the “INTRODUCTION” from the Newspaper Model


Your Challenge


Congratulations!  You own a brand new community newspaper. You have invested
$500,000 to start the paper and have put it in the bank (the Bank Balance). You have 2
years (104 weeks) to succeed or fail.


As the Overview diagram shows, the main use of this money is to hire staff. The
decisions you make every 3 months (shown as 13 week periods) include how many
people to hire each week. The staff is made up of reporters, editors, and advertising sales
people. The mix of people is determined by the percentages that are set on the decision
screen. You can also fire people if there are too many. The other thing that causes
numbers of staff to change is layoffs. These are beyond your control and will start to
occur if the Bank Balance goes negative.


You can also change the price charged to subscribe to the paper. You start with a price of
$26 per year or 50 cents per week. You can raise the price to get more per subscriber, but
fewer people may buy the paper at the higher price.


Reporters, News Content, and Quality of the Paper


Reporters write articles that are the main reason people buy the paper. Each reporter
writes an average of one-and-a-half pages of stories (including pictures) per week. The
quality of the paper is based on the news content that these reporters produce (expressed
in column-inches where there are 120 column inches per page). The other things that
affect quality are the variety of articles, the ratio of ads to news stories and the ratio of
reporters to editors. More reporters will mean more variety since some can specialize in
different areas such as sports, food, entertainment, fashion, etc. People will think the
paper is junky if there many ads and few news stories. If there are many reporters and
few editors, the reporters won't be supervised very well and the quality of their work will
not be as good. The number of pages in the paper also affects quality in that too few
pages won't be worth the cost and too many will mean a lot of extra paper going to the
dump for recycling.


If the paper is very good, it will attract many subscribers. You believe it can get as much
as 50% of the local market of 30,000 people or 15,000 subscribers. Success takes a while.
It can be 6 to 9 months before an improvement in the quality of the paper translates into
higher circulation.


Advertising


The way newspapers actually make most of their money is from selling ads. If the paper
has only a small share of its local market, very few merchants will want to pay for ads in
the paper. If the paper is very successful at getting subscribers, you will be able to sell
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many pages of ads and charge higher prices for them as your share of the market
increases. To sell ads though, you also need to have some advertising sales people. If the
paper has a lot of subscribers, each sales person can sell as much as one page of display
ads that run for an average of the next 6 weeks after the sale. A one page display ad can
bring in as much as $1200 per week if the paper has 50% of its local market's subscribers,
but considerably less than that if its circulation is lower. There is also an upper limit to
the total number of ads that merchants in your community will buy.


So the game is simple, isn't it?  Just hire enough reporters to put out a high quality paper,
enough editors to assure quality, and enough sales people to sell the ads that merchants
will want to place in a high quality, high circulation paper. More staff means more
stories, more subscribers, more revenues, a bigger bank balance, the ability to hire more
staff, and so on...


Watch Your Expenses!


But be careful!  More staff means a bigger payroll. Each staff person earns $600 per
week and your original $500,000 investment can disappear very quickly if you hire many
staff people. Once your Bank Balance goes negative, the bank will make you lay off staff
members to bring your expenses under control. This won't exactly help you put out a
quality newspaper. Also, every copy of the paper you sell and every extra page costs you
something (one cent per page just to print and deliver the paper). If you have a large
circulation and not enough ads, you will lose money fast!  The trick is to build revenues
early and use the money to hire more people so that the initial investment doesn't run out.


Coming Up with a Good Strategy


Think about how many people to hire and what mix of people you need. Someone has
told you that a community newspaper needs about 25 pages of news stories to be
considered a good paper and attract many subscribers. How many of what kind of people
should you hire?  How fast?   What about the price?  Use the sliders on the Decisions
screen to make your choices and then press the Run button to move the simulation ahead.


Look at the results to decide whether your strategy is working as well as you hoped.
There are two sets of results to look at. One is a set of graphs that tells you about how
you are doing in this simulation. The other graphs show how you are doing compared to
previous simulations (once you've done more than one). To better understand what is
going on, you can also look at the detailed graphs that can be reached either by the
buttons on the Overview diagram or by scrolling down the column of Detailed Graphs.
Think about whether your decisions need to change and then continue running the
simulation forward using the Run button.


When you finish a simulation, think about what decisions might have given you better
results and try these for your next simulation. Use the comparative graphs to see if you
are really doing better. What do your results tell you makes a good strategy for growing a
newspaper?  What are "fatal" mistakes that will make a newspaper fail?


Good luck!
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